Whilst organisation politics may be controversial this book offers a theoretical and practical guide to the politics of Organizational change and innovation.
Will it work? Will this take me to the end result that I want to achieve?
If I do this and it doesn't work, what is my next option?
What will this do to my reputation?
There are four main sets of triggers that encourage and intensify political behaviour.
Personal characteristics 2. Structural characteristics 3. Organizational change 4. Decision characteristics
Whilst to be called Machiavellian may be an insult, there is value in studying his works by comparing two styles of Machiavellian behaviourMachiavellian thuggery and Machiavellian pragmatism.
Machiavellian thuggery can gain its user a reputation as a schemer. Machiavellian pragmatism advocates a more flexible approach.
The two dimensional view of Organizational politics, with Machiavellian thuggery on one side and a 'win win', collaborative approach on the other is limiting, A third option is the political entrepreneur, who is able to take account of the dangers of throwing aside the old way of doing things but balances it with recognition of the pressures that work intensification imposes.
Should you wish to change something in an organisation, if you are not prepared to play the politics game you will fail sooner or later, and probably sooner.
Where Necessity Demands
Power and politics exist in all organisations with the popular view being a negative one.
It is not possible to have a single definition but the terms below sum up the definition: The popular view that the source of organization politics is a result of self interest and personal ambition is challenged, with the authors' research demonstrating that it can be the result of many individual and organizational factors and not just the self interest of an individual. Traditionally the playing of games and dirty tricks are seen as the behaviours associated with politics, instead they found the behaviours used to be wide ranging and varied. Lastly the view of the damaging, negative consequences of politics was shown to be a narrow, with the results of politics being both 'functional' and 'dysfunctional'.
The Terminology Game
Controlling conversations, managing impressions and influencing tactics, involve the exercising of power and may be called political behaviours. The authors' research suggests that there are a wide range of political behaviours used in organizations but they can be summarised as: Whilst it is easy to identify behaviours at either end of the spectrum, there is a lot of political behaviour that happens in the middle area.
Sit in Judgement
Faced with a series of options in how to deal with a particular political situation four criteria (not listed in order of importance) can be considered to help decide the most appropriate course of action.
1. Probability of success -will what you plan to do work? Thinking about the context of the problem and rating the chances as high, medium or low.
Will there be a positive or negative impact or is it put at risk. When applied to practical examples, whilst useful, the application of these simple principles is not enough to help us to make a 'correct' decision. We need something more.
Situational ethics is demanded, whereby we need to think about the situation of the issue and use both our rules and principles, along with our judgement including 'contexts, warrants, accounts and reputations'. The figure below illustrates the 'map of the terrain in which reasonable judgements concerning the use of political tactics can be explored'. Whether the action to be taken is warranted involves both the formal sanctions for change that are available and also the individual's personal conviction.
The change agent may have to engage in political tactics (the turf game) leading to outcomes that may be either positive or negative.
"Does effective political action then require us to set aside ethical principles?"
Being able to justify your actions may be necessary and being good at accounting for ones actions may help enhance your reputation.
Finally maintaining your reputation is necessary to allow you to enter further change initiatives.
Contexts, warrants, accounts and reputations

Men Behaving Badly
It is necessary to be involved in the power game even if one does not want to be.
If it is necessary then what is required of someone to do it well? Whilst to be called Machiavellian may be an insult, there are many answers in studying his works by comparing two styles of Machiavellian behaviour -Machiavellian thuggery and Machiavellian pragmatism.
Machiavellian thuggery is concerned with self interest and power for oneself and leads to behaviours that are considered deceitful and coercive and not acceptable to acceptable codes of conduct. Machiavellian pragmatism is concerned with behaviours that may be politicking and power plays and thus, whilst uncomfortable and unacknowledged, they are realistic.
Machiavellian thuggery can gain its user a reputation as a schemer.
Machiavellian pragmatism advocates a more flexible approach -reading each situation and take appropriate action.
Women Behaving Badly
There are some differences between how men and women play the politics game. Women are as likely to be exposed to Organizational politics, but do they respond differently? It seems that they are as likely to use Organizational politics but in different ways. business the book concludes that, for women, there are two considerations surrounding Organizational politics.
1. Women in management roles need to become more politically skilled in order to both deal with the political skills exhibited by men and in some cases other women.
2. Women can develop a range of political skills similar in nature to those of men, but can also add to this a range of so-called 'soft' feminine attributes.
Entrepreneurial Heroes
Entrepreneurial heroes challenge norms and look into the unknown to challenge and change the way things are done. This may be at an extreme level with heroic figures (e.g. Bill
Gates, Anita Roddick etc) or it may be by an entrepreneurial middle manager in an organisation. By looking at some lessons that the creative political entrepreneur can take from the traditional view of Organizational politics we can create the 'entrepreneurial agenda'.
Making up the power gap
The gap is between the authority and resources that lie with formal positions and the power needed to get support and co-operation from interested parties, leading to frustrations for the entrepreneurial hero. An awareness of the size of the gap allows for deciding the extent to which politics will be required.
Overcoming powerlessness "The entrepreneurial agenda is about providing assistance (in mobilizing power to bring about innovation and change) focusing on analyses of strategic change that intertwine power, politics and innovation."
Getting over the sense of powerlessness may mean using innovative ways to raise awareness of Organizational issues.
Working the bureaucracy
The entrepreneurial hero needs to be able to work the interdependent groups that exist and ensure co-operation between them. Good communication, but also the use of more subtle and forceful methods, may be required.
Playing positive politics
Negative politics (bad) concerned with personal interest can be compared to positive politics (good) concerned with Organizational interests. The challenge is diagnosing different situations and using appropriate politics.
Framebreaker/framemaker
Entrepreneurial heroes justify the use of politics claiming it helps achieves progress breaking down traditional frames of reference.
The Good, The Bad, and The Ugly
What does playing the political game do to the players? Is there a danger that in winning the game we lose sight of our values, beliefs and principles?
It seems that there are some aspects of Organizational conditions that encourage the use of Machiavellian behaviours that could be seen as amoral.
People showing high Machiavellian tendencies like to control and initiate situations, win, manipulate and persuade others more whilst being persuaded by others less. As reputation replaces achievement and other options become increasingly influential, mutual manipulation becomes more prevalent. This gives rise to the gamesman, who, whilst in the short term may energise an organisation, lack the long term patience and commitment to people and principles for Organizational sustainability.
Modern, turbulent, global organisations have led to higher degrees of insecurity and anxiety for managers. New psychological contracts are likely to include less job security and fewer career paths and more low trust relationships and a focus on 'employability'. As well as doing your job in an increased complex organisation you need to maintain the politics -which takes time.
Managers in entrepreneurial organisations are being encouraged to put their efforts into incorporating brand values into everything they do. But the consequences of this are that people are expected to work harder and longer being pulled in different direction between the demands of work and home.
When are having to be different things to different people and to play differing roles in different situations does it threaten the integrity of our personality?
Whilst researchers are divided on this it seems the risk arises when the necessary degree of Machiavellian pragmatism becomes the end in itself; all that matters is performance without a sense of purpose.
The two dimensional view of Organizational politics with Machiavellian thuggery on one side and a 'win win', collaborative approach on the other is limiting, giving rise to the possibility of a third option -the political entrepreneur. We have a tendency to divide things into good and bad, rational or irrational and then take sides. The political entrepreneur is able to take account of the dangers of throwing aside the old way of doing things but balances it with recognition of the pressures that work intensification imposes. Being able to tell a good story and to give a compelling plausible account of events is an important skill for the change agent; the account.
MACHIAVELLIAN ENTREPRENEUR
Combining these four characteristics gives rise to a powerful picture that
Organizational politics is a naturally occurring phenomenon and there is little that management can do to change that.
Political skills are an integral part of the management role. The skills of the successful change agent are wide ranging and those required of the skilled politician build upon these.
The skills a politician requires are best seen not as a list of competencies but as a perspective, an outlook, and a way of viewing organisation politics. The change agent who is not skilled in politics will not succeed. The manager who sees political behaviour as damaging will find it hard to develop a successful career in management. There is little to be gained by complaining about the turf game: its tactics, players, tricks and strategies, but much to be gained by engaging in it. 
